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MEMORANDUM FOR : Deputy Divector (Research)
SUBJECT 1 Discussion of Alr Force Versus Agency Qperation of Project
GXCART
REFERENCE : Document Deted 14 October 1950 Subject: "Organizetion and

Delinestion of Responsidilitiep«~Project OXCART™ (0XC-0321)

1. Discussion of the velative merits of locating OXCART operational
control in the Alr Force as opposed to CIA is at once both extremely difficult
and disturbingly simple. The difficuliles are associated with sorting out
from nesrly seven years of experience in Project IBBALIST the most salient
features foraing the background of that eesentially successful jolmt Air Force-
Agency operation. The disturbing simplicity comes from the same Project
IDEALISY experience which confirms the belief that CIA 4id not apply any magic
forsmla in devisging & vorkable ayrangement with the Air Force in the conduct
of that Froject. The vhole picture is further complicated by the fact that
there is in existence st the present time a basic document referred to above,
vhich was signed nearly two years sgo by Mr. Dulles as ICI and the then Chlef
of Aly Staff, Oeneral Thomas D. White, agreelag to retention of gperational
contrel for Project OXCART by thie Agency in accordemce with the salutayy
experience gatned in Project INEALIST. The critical paragraphs of the refer-
enced document read:ss follows:

"3. b. The Project Headquartexs will be responsible for any
continued research and development, operational planning, and the
direction mnd control of activities in the final operational phase
of the Project when overflights are being launched.

“h, ¢, The third phase will be that of active operations.
This phase follows the decision ag to operationsl readiness. The
Linal dscision as to execution and timing of actusl overflight
uissions shall rest Jointly with the CIA and the USAF, subject to
such guldsnce as mway be recelved from higher authority, and in
aceordance with notification, coordination, and support procedures
employed in Project OLISTONE.# The line of command shall be direct
between operational unite snd the CIA."

#Pro ject OILETONE 1s the Alr Force code naue for IDEALIST.
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2. Tt is worthy of note that the signatures of General ¥hite end
Mr. Dulies on the reference represent the culmination of careful discussions
netween elements of the Development Projects Divislon snd the OXCART liaison
office in USAF Hesdquarters, which in turn reflected the views of USAF ocpern~
tional elements up to and including the Chief of Air Ztaff. While we do not
argue that the srrangements eatablished by the reference cammot be changed
merely becsuse they have previously been agreed to, ve 4o feel that it is
worth considering that the conclusions of two years ago vherein operationsl
coatrol was vested in the Agency for OXCART deserve careful restudy at this

time.

3. Basic to the consideration of vhers cperatiocnal comtrol ghould lile
seems to us to be the status of United States pollsy with regard to the con-
duct of overfiights of denied areas, particulsrly the USER and the Soviet
Bloc., To our knowiedge there has been no formal indication that the United
Etates Government 1s prepared to accept the risks inherent in having such
overfiights conducted by the military sym. Assuming for s moment then that
it is safe to conmclude that CIA sponsorship as opposed to that of the Alr
Force offers desirsble political benefits to the present Administration, let
us proceed to identify es well as ve can those advantages snd disadvantages
inheyent in continustion of the presently agreed arrangements which places
operational responsibility in CIA.

Lk, ¥ SRLECTION METHODS. Ve should like to review briefly here
the manner in which Alr Force officers and enlisted men are sgquired from UBAF
for duty with Project OXCART. Tn the first place the top command elements in
the OYCANT field dstacihment vere all selected on s personal besis by CINUBAC.

He has personally nominated from his own wide ascqualntance in SAC eleven key
officers who fors the operatione cadre in the detachment. These include the
Detackuent Commendey, the Director and Deputy Director of Operations, the
Pirector of Materiel, and the principal members of the Operations 3teff, includ~
ing four senior Operstions Fiight Plenners end three Navigatlon Flight Planners.
411 of these officers are key men with many yesrs of combet and reconnsissauce
experience in USAF, begloning with the Detachment Coumander, who vas the senlor
reconaaissance officer in BAC prior to being detalled to this Agency. For the
balance of the Alr Force complement of the Detachment and its supporting ele-
meuts, Aly Force officers on detall to IPD &id the bulk of the detachment man-
power planning for the OXCART Project. Tt was they who established the criteria
from 8 professionsl standpoint im accordence with the highest Alyr Foree stand-
ards. Nominations for the Prolect are solicited by IPD through the Agency's
Military Personnsl Division, which translates them into requisitions levied
wpbn & Special Projects Personnel Cection in Aly Force, responsive to the ONCARD
liaison office in UBAF Headguarters. The Speclal Projects Personnel Zectiom
directs Alr Force commands to nominate individuals for s highly cisssified
gpecial assigment without defining ite exact nature. Written instructions go
to the commands, insisting that “only the best qualified candidetes be nomi-
nated”. Eventual nominees are reported to MMPD in CIA, vhich conducts its owm
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seyesning of applicants based upon experience with the type of operation
conducted in IPD in the past. One cut of three nominees in the alrmen ranks
preceived by MMFD under this system iz screened out before the list reaches
this Staff. Additional screening is conducted by the IPD Persomnel Section,
in cloge comsuliation with experienced Air Force detalleess in the Division.
Of the spplicants finally put ia process, one out of four is proven less than
acgeptable, elther as a result of thorough gecurity checks, polygraph, or
pedical exsminations. ALl military nominees complete psychlatric tests upon
entry into DPD and Project OXCARD, and psychiatric approval may be required
if the written test warrants it in the opinion of the Medical Bteff. The
Agency, therefore, is applying its own rigid entrsnce requirements %o the
already select list of nominees made avallable to us by UBAP. It is & gen-
erally falr statement to say that in the security and medicsl aress CIA
adheres to stricter requirements thsn would be the case were Project OXCART
tc be staffed by Air Force in mccordance with their criteris. It ls worthy
of noting, for example, that the officer promotien rate smong Alr Force
detailees to IPD is considerably higher than aversge within the Service. In
nearly five years, for example, only one officer among the many detalled to
D has falled a promotion after entering the primsry zone of consideratiom.
In susmsry on this point then, the evidence suggests that officers and alrmen
surrently comcerned with Project OXCART, both inm Heedquarters and the fleld,
sre ninated, screened, and selected in accordance vwith the highest standards
of the United 3tates Alr Yorce and CIA.

5, UHITARY GPERATIONS CONTROL. It seems to us that one of the most
persaugive argonente for the retention of operations control in this Agemcy is
that by doing sc we will have ensured uot only a desirable close working rela-
tionship between research and development on the one hand and actual flight
aperations on the other, but in addition we will have teken asdvantage of an
extrenely shortened coumand line, which in the language of the referenced docu-
ment "shall be direct between cperational units =snd the CIA". As we now envi-
sion it, this divect channel vhich aveids cumberscue ICD mechanisms would flow
for mission epprovale direct from the White House to the Director of Central
Intelligence, thence to the Deputy Director (Research), and onward to the field
unit through the Chief, Special Projects Division and the Control Center in the
Pivision. Unless and until one has become enmeshed in the complexities of DOD
policy snd program reviev and spprovals mechanisms, he campot fully sppreciate
the tremendous advantages of 4irect and uncontaminated command communications.
1t is 2 truism to point out that this shortened channel offers one of the
principal benefits to be derived from Agency operetions control: maximum
security of the mission. As a separate but closely related benefit, preser-
vation of Ageacy control offers the White House the option of deniability to
8 dzgree not present should the enterprise be undertaken and operated under
militayy segis. Unitary operations control as conducted in the Agency offers
snother useful and meaningful 4ivideni in the form of reduced monpower required
to plan, support, and conduct the operationel mission, both in Hesdguarters and
in the field. Actuel operstions plamning for the entire OXCART Program will be
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neeomplished by s total of sbout thirty officers, split almosi evenly belween
Washington and the field detachment. This figure is ridiculously low when
plotted against a comparsble stendard Air Force operation, and ig made possi-
ble only through minimizing of unmnecessayy aend buresucratic procedures, short-
ened command lines, and timely Alr Force support in sreas sncillery to opera-
tions; 1.e¢., westher forecasting, commmnications systems, and tanker support.
The caliber of this sseistance is not only due to personslized support from
highest Alr Force command levels but by the unusually high priority granted
the Project by the USAF itself. The biggest bonus of all, ve feel, ls that
unitary control offers tremendous advantages 1n promptly relagting the opera-
tions people to those responsible for research and development at the same
plece of real estate and under the ssme yoof. Since the so-called RAD phase
wiil overlap by months or possibly even years the inception of the operations
phase, there will need to be & contimuous imterface between developers and
users. JIn the Air Fovce, with its multitude of related but separate commands,
operators would most certainly be obliged to report their comelusions and
recommendstions to developers only after various levels of reviesv had been
accomplished, thus inoreasing the muber of time-consuming decisions required.

FPROJECT MANAGPMENT. Anything that has thus Tar been sald
lesirable aspecis of unitery operstions control it seems to us
apply with equal force to over-all project meuagement, from inception to
delivery of the end product.

Given the strong language of the President's charge to the Director 1ln
bis 17 Jomuayy letter, establishing Mr. MeCone without a doubt as the central
focal point in the United States (overnment for all intelligence actlvities,
as vell as his own expressed desire to retain mission plamming responsibility
for OXCART in the Agency, it seems to us that the present well-exercised
sachinery for blending COMOR requirements, Agency development and operations
responsibility, end NPIC handling of the end product offers the greatest
sssursnce that the Director will at all times be the first to lmow the most
about the OXCART intelligence product.

Contyast, if you will, the situation existing today in the BAMOS Progrem
with that of Project CORONA as being an anelagous situmtion to that which
might exist were this present COMOR/CIA/NPIC combination to be &lsturbed. As
an Agency, we know 1little or nothing sbout target programing for SAMOS. We
know only a little wore about launch psrameters, orbital chapacteristics, or
recovery techniques. End product processing is also not echeduled to be done
at XPIC but at Westover Alr Force Base. In the event of a successiul SAMOB
shot, the ICT mat rely upon the BOD o tell him what transpired, what was
covered in response to which requirements, and he has no impedlate end direct
access to n properly interpreted end product as he does in CORONA and TDEALIST
at the present time.
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Paitary mensgement of the OXCARI recomnaissance capability, vhereby the
entire cycle of funding, contracting, resesrch end development, Ilight test-
ing, operations or collection and end product processing all come under one
roof, appears even on the surface to be so atiractive in sugport of the
Pirector's given responsibilities as to be well nigh irresistible. Bhould
the Alr Porce be inserted only in the operations phase, il secms cbvicus
that eny credit for a successful operstion would in the first instance fall
to them; in the event it should not be successful, Alr Force could srgue that
1t wap beyond redemption by the time they moved in. Ve gubmit that at all
levels USAF operational inputs are receiving primary sonsideration and that
from cur experience, they see the benefits to the entire intelligence effort
which are the by-product of the system established in Project IDEALIST some

FOAYS BED.

SBCURITY. Ome very major bemefit derived from single source conircl
of OXCART 1 the tested Agency security system. It is obvious thet any move
to split responsibilities between the Agency and the Air Force at the opera-~
tional threshhold will automatically nscessitate mors clearances of USAF
perscunel. Under the present system of tight control in a single security
complex, Alr Force directs support and assistence from itz various commands
with minimum spresd of knowledge. Were they to become wholly responsible for
operations, they can be expected to follow their normal in-house practice of
more fully informing commands participating in the effort.

USAF respect for Agency securlty standards end practices is reflected
in their wids scceptance of the gystean and their atated desire to
enlerge it to encompass other sensitive programs. Our experience over the
years hes been that in Alr Force cperations management of their own progrims
in reconnaissance they do not exercise the same degree of security hold-down
that we have traditionslly employed.

In the field of physical sequrity, both the Ailr Force and ve agreed
early in our Joint relationship thet yeliance should be placed on CIA's
assets. The Agency nacessarily exacts higher professional standards in its
security steff than does the Alr Force Provost Marshal, plagued s the latter
is by constant rotation and generslly low skill levels among avallsble airmen,
fev of vhom voluntarily choose the field of physieal securliy. Any decision
to plece the OXCART Area usder exclusive Air Foree control would unecessitate
relisnce upon traditional USAF Provost Marshal forces with what we feel 1s 2
lessening of effective security control.

8. SWHARY. Much has slready been said about what we regard as the

imsvitable pressures that would result on development were operational control
to revert to Air Force in OXCART. In cur view this continues to be a2 concern,
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and one vhich can only deteriorate with the passage of time, since development
will pot end with the onset of operations. It also seems highly unlikely that
sission planning responsibility can be retained by the Agency while yielding
opsrational control to the Alr Force, since there is such a close interaction
petveen the two. As we have said, under the presently approved definition of
reaponsibllities betveen CIA and the Alr Force set forth in the reference,
thoge wholly desirsble contributions which must be made by USAF if the program
is to succeed ave already provided for. It will be the best qualified Air
Porse operations officers who will be exercising operational comtrol over
OXCART, In our cpinion the only Tangible differeace will be that they will
be respousive in the first instance to Agency msnagewment and objectives,

which after all could not long continue toc be so 4ifferent from those of the
Alr Foyce that there is much to be gained In compliceting an alresdy smooibly
functicning relationship by splitting the program in its most eritical phase.
On these facts 1t seems wise to rest our case. 25X1A93

Colonel, USAF
Acting Chief, IPD

Distribution:
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